This paper reviews Fayol's original five managerial functions, demonstrates that they are still being taught in today's management courses, and offers a new set of organic management functions more applicable to today's turbulent business environment.
INTRODUCTION
his paper demonstrates the following:
1.
The basic elements of management (planning, organizing, commanding (leading) , coordinating, and controlling) were developed by Henri Fayol over 90 years ago. 2.
The type of organizational structure that he created with his five management elements and his 14 principles of management was "Mechanistic" in Burns & Stalkers terms. 3.
Today"s business environment is much more complex than the one Fayol experienced.
4.
Today"s authors of basic management textbooks still prescribe Fayol"s five elements.
5.
Today"s businesses can best be described as Burns & Stalkers" "Organic". 6.
Organic management functions are synthesized from the works of today"s practitioners, consultants, theorists, and researchers.
HISTORICAL ORIGINS OF TODAY'S MECHANISTIC MANAGEMENT PRINCIPLES

Fayol's Life & Times
Henri Fayol (1841 Fayol ( -1925 was a French engineer and director of mines. He was little known outside France until the late 1940s when Constance Storrs published her translation of Fayol's 1916 Administration Industrielle ET Generale. This monograph, which was published in 1916 during his retirement, sought to synthesize his managerial experiences and knowledge. His theorizing about administration was built on personal observation and experience of what worked well in the organizations with which he was familiar. In the main, his theories deal with productionoriented organizations that have control of production costs as their key concern. In the second part of this work, he described the five functions or elements of administration. These 5 elements then became recognized and referenced by others in the growing discourse about management.
These five elements deal with planning, organizing, commanding (leading), coordinating, and controlling. He is frequently seen as a key, early contributor to a classical or administrative management school of thought. Fayol's five functions (elements, principles) are still relevant to today"s discussions about management roles and actions. (see bola.biz)
Fayol's 5 Elements (Principles, Functions, And Duties) Are Summarized Below:
Fayol believed that the number of management principles that might help improve an organization's operation was potentially limitless. (Note: We will create more of them for today"s turbulent environment which requires "Organic" Management principles). We will now review definitions of Fayol"s five management functions. (see references a, b, c & d) 1.
Ideas associated with planning and forecasting: To forecast and plan: purveyance, examine the future and draw up plans of action, could also be translated as foresight, complete a plan of action for the future, planning requires a forecast of events and, based on the forecast, the construction of the operating program. 2.
Ideas associated with organizing: To organize: build up the structure, material and human of the undertaking, Fayol included both the design and staffing of the organization in this element, the structuring of activities, materials, and personnel for the accomplishing the assigned tasks. 3.
Ideas associated with commanding (leading):
To command: maintain activity among the personnel, Fayol"s term for directing, leading, supervising, etc., commanding encompasses the art of leadership coupled with the goal of putting the organization into motion.
4.
Ideas associated with coordinating: To co-ordinate: bind together, unify and harmonize activity and effort, harmonizing the activities of the organization, coordinating provides the unity and harmony needed to attain organizational goals. 5.
Ideas associated with controlling: To control: see that everything occurs in conformity with policy and practice, seeing that everything occurs in conformity with established rule and expressed command, checking on performance to identify and make corrections if necessary, entails seeing that everything is done in accord with the adopted plan.
Fayol's Functions And Burns & Stalker's Mechanistic Structure
Mechanistic forms: Burns and Stalker (1961) distinguish between mechanistic and organic organizational firms. By 'mechanistic' they meant organizations characterized by a number of attributes including the following: (Ref. Burns T and Stalker G, The Management of Innovation, Tavistock, London 1961)

Specialized differentiation of functional tasks, a tight division of labor  Precise definitions attached teach functional role  Clear delegation of responsibility  Centralization of knowledge and decision making  Hierarchic structure of control, authority and communication  Appropriate to conditions of relative stability  Highly structured, in which members have well-defined, formal job descriptions/roles, and precise positions  Direction is from the top-down through the hierarchy. Communication is similarly vertical  The organization insists on loyalty and conformity from members to each other, to managers and to the organization itself in relation to policies and methods Mechanistic organizations clearly have many features in common with bureaucratic organizations. Both are closed, highly formalized structures and are, by definition, less suited to turbulent changes in the operating environment than informal organic structures. In Burns and Stalker"s terms these are mechanistic organization structures -a form of organization that seeks to maximize internal efficiency. The businesses that Fayol knew and wrote about were in the mechanistic form to use Burns and Stalker"s topology.
Environmental Assumptions Required By A Mechanistic Bureaucratic Structure
Traditional bureaucratic structures assume a stable environment. This presupposes perfect knowledge of: what the organization will need to do in a known & predictable future, the availability of the optimal system, and efficiency as the over-riding criterion Chapter 2 of "Images of Organizations" (Ref. e) examines the image of organizations as machines and illustrates how this style of thought underpins the development of bureaucratic organization. "Set goals and objectives and go for them. Organize rationally, efficiently, and clearly. Specify every detail so that everyone will be sure of the jobs that they have to perform. Plan, organize, and control, control, control. These and other similar ideas are often ingrained in our way of thinking about organization and in the way we evaluate organizational practice. For many people, it is almost second nature to organize by setting up a structure of clearly defined activities linked by clear lines of communication, coordination, and control."
Mechanistic approaches to organization work well only under conditions where machines work well: (a) when there is a straightforward task to perform; (b) when the environment is stable enough to ensure that the products produced will be appropriate ones; (c) when one wishes to produce exactly the same product time and again; (d) when precision is at a premium; and (e) when the human "machine" parts are compliant and behave and they have been designed to do. "Mechanistically structured organizations have great difficulty adapting to changing circumstances because they are designed to achieve predetermined goals; they are not designed for innovation." Fayol"s five functions of management and his 14 principles of management lead to an organizational structure that is administrative, hierarchical, bureaucratic, and oriented towards command and control. It has a simple objective of minimizing costs and assumes that principles existed which all organizations -in order to operate and be administered efficiently -could implement. This type of assertion typifies a "one best way" approach to management thinking. ( The organic firm tries to re-shape itself to address new problems and tackle unforeseen contingencies o
A Summary
Rather than a rigid, highly specialized structure -a fluid organizational design is adopted which facilitates flexibility, adaptation, and job redefinition o Organizational members are personally and actively commitment to it beyond what is basically operationally or functionally necessary
In Burns and Stalker"s terms organic organization structures -an organization form that emphasizes flexibility in which people work more as teammates than as subordinate and who break away from the traditional bureaucratic form.
Environmental Assumptions And Changes Required By Organic And Chaordic Structures
"Changing circumstances call for different kinds of action and response. Flexibility and capacities for creative action become more important than narrow efficiency. It becomes more important to do the right thing in a way that is timely and "good enough" than to do the wrong thing well or the right thing late." "The hierarchical organization of jobs builds on the idea that control must be exercised over the different parts of the organization (to ensure that they are doing what they are designed to do), rather than being built into to parts themselves. Much of the apathy, carelessness, and lack of pride so often encountered in the modern workplace are thus not coincidental: it is fostered by the mechanistic approach."
"A final set of problems relate to human consequences. The mechanistic approach to organization tends to limit rather than mobilize the development of human capacities, molding human beings to fit the requirements of mechanical organizations rather than building the organization around their strengths and potentials. 
An Synthesis And An Identification Of Today's Organic Functions Of Management
Today"s organic structures may require an additional set of organic management functions other than those provided by Fayol. But, as we have seen above, the management functions as found in today"s management texts are still "Fayolian" in their nature. Also recall that Fayol believed that the number of management principles that might help improve an organization's operation was potentially limitless. In this section, we will examine and synthesize a set of organic management principles from some of today"s writers, practitioners, and researchers who are trying to deal with today"s turbulent environment. This synthesis attempts to determine the common patterns found in these writers" views of today"s managerial world. It should be noted that although these writers worked independently of one another, the patterns of their principles and concepts are remarkably similar. In addition to providing these principles and concepts, many suggestions as how to implement them are also offered. The writers we look at are referenced at the end of this paper:
A Brief Summary Of Today's Organic Management Functions:
A.
Create your vision (Purpose) B.
Establish your values (Principles) C.
Create your competitive advantage & define your strategy D. Lead E.
Develop, grow, and improve your people F.
Design, build and structure an organization that can operate and change in today"s chaotic competitive environment G.
Fayol"s Coordinating Function
An in depth elaboration of today"s organic management functions as based upon current writers, practitioners, and researchers now follows. It is an attempt to synthesize the ideas of these people into a coherent and meaningful whole. It is structured as follows:
The identification of today"s organic management function 2.
The identification of the main components of the organic management function 3.
The identification of ideas, concepts, suggestions and guidelines from today"s writers dealing with the organization"s implementation of the specific organic management component
An In-Depth Synthesis And Analysis Of Today's Organic Management Functions:
Create Your Vision (Purpose)
The first organic function of management deals with the establishment of the vision and the purpose of the organization. It requires the manager to engage in the following: knowing what the vision is, being responsible for it, communicating the vision throughout the organization, and living it (i.e. walking the talk). Support for this and the other organic management function and its managerial requirements are based on the references dealing with today"s organic organizations.
1.
Know 
4.
Live It o Love your business. (R4)The Small Giants' leaders are unusual for the passion they bring to their companies. They absolutely love whatever it is that the company does, and they care deeply about doing it as well as it can be done. o Create a vision (R1) and then ignite your organization to make this vision a reality. Get people so passionate about what they are doing that they cannot wait to execute this plan. Have great energy, competitive spirit and the ability to spark excitement and achieve results. Search for leaders who have the same qualities. o Don't only walk the talk => Talk the talk with rewards and punishments (R2)
B. Establish Your Values (Principles)
The second organic function of management deals with the establishment of the values and the principles that will guide the organization. It requires the manager to engage in the following: determining the primacy of the organizations values, determining the values of the organization"s relationships, and determining the consistency of the organizations values. The third organic function of management deals with the establishment of the competitive advantage and the strategy that will guide the organization in its competitive environment. It requires the manager to engage in the following: defining the organization"s competitive advantage and determining the strategy that will set the organization apart from the competition. Live quality (R1) "We want to change the competitive landscape by being not just better than our competitors, but by taking quality to a whole new level. We want to make our quality so valuable to our customers, so important to their success that our products become the only real value choice." o Focus on innovation (R1) "You have just got to constantly focus on innovation. You've got to constantly produce more for less through intellectual capital. Shun the incremental, and look for the quantum leap." Now the fundamentals have got to be more education. The overwhelming purpose is to "help" customers and to provide services that are truly distinctive Have a collective focus on generating solutions for our customers that lead to their success Measure characteristics that generate people and customer loyalty Use close customer relationships to find and exploit new business opportunities-FAST!! o Get results (R11)
Determine the Primacy of Your Values
Define Your Strategy
D. Lead
The fourth organic function of management deals with the establishment of the leadership that will guide the organization. It requires the manager to engage in the following: focusing on leading more and managing less, growing the organization"s leaders and leading the organization"s people to do great things.
1.
Lead 
(R9)
People are not "things" to be manipulated, labeled, boxed, bought, and sold. Above all else, they are not "human resources." They are entire human beings, containing the whole of the evolving universe, limitless until we start limiting them. We must examine the concept of leading and following with new eyes. We must examine the concept of superior and subordinate with increasing skepticism. We must examine the concept of management and labor with new beliefs. And we must examine the nature of organizations that demand such distinctions with an entirely different consciousness. o Develop leaders (R11) E.
Develop, Grow And Improve Your People
The fifth organic function of management deals with the growth, development and the improvement of the people within the organization. It requires the manager to engage in the following: creating a learning organization, growing and developing all of the organization"s people and obtaining everyone"s full potential. In addition, it requires the manager to understand the value of information, creating responsibility and ownership within the organization, and guiding and coaching your people. Get good ideas from everywhere (R1) New ideas are the lifeblood of business. "The operative assumption today is that someone, somewhere, has a better idea; and the operative compulsion is to find out who has that better idea, learn it, and put it into action -fast. 
Create a Learning Organization
Obtain Everyone's Full Potential o
Energize others (R1) Genuine leadership comes from the quality of your vision and your ability to spark others to extraordinary performance. Getting employees excited about their work is the key to being a great business leader. "We now know where productivity -real and limitless productivitycomes from. It comes from challenged, empowered, excited, rewarded teams of people." o Harness the intellect of every employee => Gates (R3) Make sure that the organization has an infrastructure and culture that foster ideas from everyone. Host company retreats to focus on key initiatives and help the management team correct its course. Make sure that your customers and suppliers have the same access to information as your employees o Develop a rich diversity of relationships that are around the organizations members in order to energize its teams' activities. This diversity needs to extend within and between organizational units, and go outside the organization's boundaries (R6) o Involve everybody (R1) Business is all about capturing intellect from every person. The way to engender enthusiasm it to allow employees far more freedom and far more responsibility 
Realize that in this Emerging Information Age, the Critical Scarce Resource is Knowledge. (R14)
Unlike capital, knowledge is most valuable when it is controlled and used by those on the front lines of the organization. In a fast-changing, competitive, global environment, the ability to exploit knowledge is what gives companies their competitive advantage. (R14) The implications for top-level managers are profound. If frontline employees are vital strategic resources instead of mere factors of production, corporate executives can no longer afford to be isolated from the people in their organizations. (R14) Today"s top-level managers recognize that the diversity of human skills and the unpredictability of the human spirit make possible initiative, creativity and entrepreneurship. The most basic task of corporate leaders is to recapture those valuable human attributes by individualizing the corporation. To do so, they need to adopt a management philosophy that is based on purpose, process and people. (R14)
5.
Create responsibility and ownership within your organization 6.
Guide and coach your people 7.
Rely on internal methods of creating order (freedom, love, care and responsibility) rather than on external methods of forcing order (power, fear, command and control)
F. Design, Build And Structure An Organization That Can Operate And Change In Today's Chaotic Competitive Environment
The sixth organic function of management deals with the establishment of the appropriate organization"s structure for today"s turbulent environment. It requires the manager to engage in the following: dealing with reality, change, accepting and thriving in chaos, simplifying and removing bureaucracy from the organization, focusing on customer related performance, viewing the organization as a living system, undertaking fundament changes in organization"s human, structural, and competitive relationships, and designing, structuring and relating the components of the organization.
1.
Deal with Reality o Face reality (R1) Face reality, and then act decisively. Most mistakes that leaders make arise from not being willing to face reality and then acting on it. Facing reality often means saying and doing things that are not popular, but only by coming to grips with reality would things get better. o All good to great companies began the process of finding a path to greatness by confronting the brutal facts of their current reality. … (R5) The problem is worse than it appears There are no secrets in the world, and everybody will eventually find out everything You and your organization"s handling of the crisis will be portrayed in the worst possible light There will be changes in process and in people. Almost no crisis ends without blood on the floor. o Develop activities, products and services through which participants pursue the organization's purpose and create value. (R8) Foster Innovative Practices: Develop a structure that will harmoniously blend cooperation and competition within an organization trusted by all. Purpose is then realized far beyond original expectations, in a self-organizing, self-governing system capable of constant learning and evolution. On-going Tasks: Build a set of people who can communicate the potential of the effort to those not currently involved. Stay rigorous to the principles and process, and train your technique and that of key leadership and passion).
Create a Chaordic Organization (R10) Principally, a chaordic organization is a selforganizing and self-evolving entity, which ends up looking more like a neural network (like the Internet) than a hierarchically-organized bureaucracy in which decision-making power is centralized at the top and trickles down through a series of well-regulated departments and managers. Chaordic organizations do not fear change or innovation. They are, by their very nature, supremely adaptive. They also tend to be inclusive, multicentric and distributive and, ultimately, strongly cohesive due to their unshakable focus on common purpose and core principles.
Simplify and Remove Bureaucracy in Your Organization
The great power -and fatal flaw -of the strategy-structure-systems framework lies in its objective: to create a management system that could minimize the idiosyncrasies of human behavior. The doctrine held that if the three elements were properly designed and effectively implemented, large, complex organizations could be run with people as replaceable parts. Over time, as corporate size and diversity expanded, strategies, structures, and reporting and planning systems became more and more complex. Employees" daily activities became increasingly fragmented and systematized. (R13)
The most basic problem for companies that depend heavily on formal controls is the assumption that those at the top are the most competent to act on the data and analyses that the system generates. Many corporate executives have recognized their dwindling ability to make good judgments on the basis of abstract and outdated information about operations of which they have little understanding. (R14) o Simplify (R1) Keeping things simple is one of the keys to business. "Simple messages travel faster, simpler designs reach the market faster and the elimination of clutter allows faster decision making." o Get less formal (R1) "You must realize now how important it is to maintain the kind of corporate informality that encourages a training class to comfortably challenge the boss's pet ideas." o Get rid of bureaucracy (R1) The way to harness the power of your people is "to turn them loose, and get the management layers off their backs, the bureaucratic shackles off their feet and the functional barriers out of their way. o Structure the organization around the customer (R3) Organize around the customer, not by function. If possible, segment the firm by both product and customer, or create cross-functional teams that do so. Get your company to move with the responsiveness of a small company.
View Your Organization as a Living System
o Determine your organizational identity (R6) Who are we? Who do we aspire to become? How shall we be together? Life organizes around identity. In organizations, if people are free to make their own decisions, guided by a clear organizational identity for them to reference, the whole system develops greater coherence and strength. The organization is less controlling, but more orderly. If a living system can maintain its identity, it can self-organize to a higher level of complexity; a new form of itself that can deal better with the present. When this happens, the following occur: Disruption initiates self-organization. The more freedom in self-organization, the more order. Every person maintains a clear sense of its individual identity. Every person helps shape a system"s identity.
o Understand information (R6) What else do we need to know? Where is this new information to be found? Information is an essential nourishing element for all systems. It is a fundamental yet invisible player in a constantly evolving, dynamic universe. All life uses information to organize itself into form.
7.
Undertake a Fundamental Change in the Human, Structural, and Competitive Relationships Found in Your Current Organization They need to place less emphasis on following a clear strategic plan than on building a rich and engaging corporate purpose. They need to focus less on formal structural design and more on effective management processes. (R13) They need to be less concerned with controlling employees" behavior than with developing their capabilities and broadening their perspectives. (R13) They need to move beyond the old doctrine of strategy, structure and systems to a softer, more organic model built on the development of purpose, process and people. (R13)
8.
Design, Structure, Link and Relate the Components of Your Organization o Cultivate relationships with employees, customers, and suppliers. (R4) With customers and suppliers, the Small Giants emphasize personal contact, one-on-one interaction, and mutual commitment to delivering on promises. The effect is to create a sense of community and common purpose. The companies treat their employees in the way that the owners think people ought to be treated--with respect, dignity, integrity, fairness, kindness, and generosity.
o Potential and reality in relationships What potential becomes reality, depends on the relationships created between multiple elements=> people, events, and the moment. None of us exists independent of our relations with others. Neither the system nor the individual is the more important influence of behavior. Each organism in a system maintains a clear sense of its individual identity within a larger network of relationships that help shape its identity. Power is the capacity generated by our organizational relationships. (R6)
G. The Seventh Organic Function Of Management Re-Introduces Fayol's -Coordinating‖ Function
The seventh organic function of management deals with the establishment of the coordination required for today"s turbulent environment. It requires the manager to engage in the following: binding together, unifying and harmonizing the activities and efforts of the organization, needed to attain the organization"s goals.
SUMMARY
This paper has shown that the mechanistic management functions originally developed by Henri Fayol over 90 years age are still being taught today and were not designed to be applicable to today"s turbulent business environment which requires an organic set of managerial functions.. This paper concludes by providing a new set of organic management functions applicable to today"s environment. This set of organic management functions was synthesized from the works of today"s practitioners, consultants, theorists, and researchers.
We also believe, as Fayol, that the number of management functions that might help improve an organization's operation is potentially limitless. From a living systems perspective, this development of today"s organic management functions is just a beginning. The true set of these functions is a living and breathing document. To help us further develop this living and breathing document and in order to further refine and improve upon the set of organic functions of management provided in this paper, please provide me with any or all of the following:
